Proposed Changes to Job Evaluation and Appeals Procedures for the NJC Job Evaluation Scheme
1
Introduction

1.1
This document sets out the procedure to be followed for the evaluation of new or changed jobs within the scope of the NJC job evaluation scheme.  A separate but complimentary procedure will be applied in respect of posts evaluated under the Hay job evaluation scheme.

1.2
This document has been agreed jointly with the recognised trade unions.

1.3
The purpose of the document is to recognise the need for a clear procedure to deal with the process of evaluation of new and changed jobs, which retains the joint working arrangements with the recognised trade unions but which modifies the existing arrangements established to deal with the initial phase of evaluation.

1.4 
The revised procedure simplifies the overall assessment process by the use of a single joint panel which will provide a quality assurance role through the validation of the completed evaluations.
1.5
Also attached to this document are separate appendices which outline the process for any appeals arising from the original assessment (Appendices 2 and 3) and with the process to be followed relating to management issues arising from the evaluation (Appendix 4).

2
General Provisions
2.1
Job evaluation can result in grades going up, staying the same or going down.  Where a post has been evaluated, no change in grade will be implemented until the deadline for registering appeals has passed.  If an appeal is lodged, no change in grade will be implemented until the appeal process is exhausted.  The effective date will be in accordance with points 2.4 and 2.5 below.

2.2
At the initial job evaluation stage, where groups of staff are involved in a job evaluation process, a representative group of post holders should be identified to act on behalf of others (normally based on a ratio of 1:30).  At the appeal stage, any post holder may pursue an appeal on an individual basis.

2.3
Whenever the grade of a post is reduced as a result of job evaluation, (whether at initial evaluation or appeal) the Council’s agreed pay protection scheme will apply.

2.4
The effective date of any new or changed grade (whether arising from initial evaluation or appeal) will be either:

· the date a regrading request was received by the JE Team, or

· other than in exceptional circumstances, a specific date up to six months prior to a regrading request being submitted, where a substantial change took place on a given date or where evidence otherwise exists to justify implementing a change in grade on a retrospective basis, or

· where the grading relates to a new structure or to planned change to duties and responsibilities, at a future date when the planned changes take effect.

2.5
The decision on the effective date will be a matter for the employing department to decide.

2.6
There will be a single appeal against the grading of a post and this will be the only means by which the grading of posts will be determined.  The outcome of the appeal process will be final.  There will be no further right of appeal, either within or outside the County Council.

2.7
This procedure will be effective from …………………….. (this will be to 
coincide with the implementation of the NJC job evaluation exercise)
2.8
The aim will be for appeals processes to be completed within three months of an appeal being registered with the JE Team.

2.9
Proposals to modify the way in which the job evaluation schemes and appeals procedures are applied may be made through ICJF either by the Corporate HR Team or by the trade union side, prior to formal approval.

2.10
Nothing in these procedures shall prejudice the legal rights of the employee and employer in any way.

3
Timescales

3.1
The timing of the initial round of NJC appeals will be subject to discussion and approval through the Pay Phase 2 joint project advisory group (or ICJF) and will need to be linked to the release of the job scores.  Following agreement, details of the appeals process will be circulated to post holders and will include a timetable with cut-off dates for submitting appeals against the original evaluation of posts.

4
NJC Job Evaluation – Post Implementation Appeals
4.1
The effectiveness of the arrangements for dealing with NJC implementation appeals will be reviewed and any proposals for changes to these procedures in respect of post implementation appeals will be dealt with through the appropriate joint body.

5
Evaluation of new or changed jobs
5.1
Once the work of evaluating those jobs identified by departments as new and changed as part of the initial exercise has been completed, subsequent evaluation of new and changed jobs will be undertaken by the job evaluation team, using a simplified procedure, as follows:
5.2
Requests for posts to be re-evaluated will be considered against criteria for identifying new and changed jobs.   (Appendix 1) 

5.3
An initial workplace meeting should be arranged locally by the line manager and will include the post holder (or representative(s), if a large group of staff is involved) and trade union representative.  This meeting should seek to reach agreement about the job content and identify any significant changes, using the completed job description questionnaire, (where a revised job description and person specification have not already been agreed), and prepare for the formal job evaluation session.

5.4
A formal meeting will be arranged by the job evaluation team (to include the post holder(s), line manager and trade union representative) and will be attended by a job analyst, to gather the information required to undertake the evaluation.  

5.5
The results from the evaluation will be submitted to a joint ‘quality review’ panel for validation.  This single tier panel will replace the roles of the Steering Group and Data Monitoring Panels in the evaluation process.  All panel members will need to be trained in the application of the NJC scheme.  The post holder(s) and line manager will have the right to make written submissions to the panel if required.
5.6
Where the panel is unable to validate an evaluation, it will be referred back to the job analyst together with the panel’s detailed comments.

5.7
The job analyst will then arrange a re-evaluation and the outcome will be referred to a subsequent joint panel for confirmation.

5.8
Where the post holder and line manager are unable to agree on a response to the concerns raised by the joint panel, then the job analyst should report this and the panel should invite the post holder and line manager to a subsequent meeting to answer the panel’s questions.  Alternatively the post holder and line manager may agree to submit their concerns in writing.

5.9
The longer term target for completing this stage of the process is proposed at 20 working days, although this may not apply initially if JE team resources are dealing with appeals as a priority.  Where this is not possible, all parties will be kept informed.

5.10
The decision of the joint panel will be notified to the employee and line manager by the job evaluation team within 10 working days of the decision.
5.11
Where the employee wishes to appeal against the outcome of the joint panel decision they must do so in writing within 20 working days, setting out the reasons for their appeal along with any initial supporting evidence.
5.12
Appeals will be considered on two possible grounds:

i) that the information contained in the job overview was incomplete, inaccurate or misleading;

ii) that the scheme was incorrectly applied, i.e. there was a flaw in the way in which the process was applied, or failure to follow scheme guidance or agreed conventions;
5.13
The procedure under which appeals will be dealt with is attached as Appendix 2

APPENDIX 1

A1
Criteria to identify new and changed jobs

A1.1
New jobs
A1.2
A newly created job will require a formal delegated decision to change 
the overall establishment and to establish a new post.  Unless the post 
carries an identical job description to an existing established post which 
has been fully evaluated using the appropriate NJC / Hay Job 
Evaluation Scheme,  a formal evaluation of the post should also be 
undertaken through the agreed process.

A1.3
Where a new post is created by drawing in part or in full from existing 
posts in the structure all posts affected should be subject to full 
evaluation either as a new or changed job as appropriate.

A1.4
New and changed jobs resulting from organisational reviews should 
only be put forward for evaluation when consultation has taken place 
and new structures are finalised.

A1.5 
Changed jobs
A1.6
Jobs may have changed in response to a number of wider factors, 
including: departmental or divisional re-structuring, statutory 
obligations, service review or re-organisation, external standards, new 
technology or through the evolutionary development of the role.

A1.7
For existing evaluated jobs, re-evaluation may be initiated either by 
management or at the request of the postholder(s), where significant 
changes to duties and responsibilities have occurred.  Where there is a 
job holder in post, there will be discussions between the postholder and 
their line manager to identify whether there are sufficient changes in 
duties and responsibilities to justify consideration for re-evaluation.  
This will only be considered where there is an identifiable potential 
impact on the NJE score or hay evaluation.

A1.7
In determining whether or not a re-evaluation is justified, consideration 
should be given to the reasons for the changes to duties and 
responsibilities including:

· changes to line management responsibilities;

· changes to structure and reporting lines;

· effective date of change to duties and responsibilities and their permanence;

· links to process changes, policy or service delivery changes, new legislation etc.;

· changes to volumes and frequencies of work (although such changes in themselves are unlikely to warrant a change in grade);

· transfer of work between posts;

· any corresponding loss or delegation of duties to other posts;

· changes to the job description or person specification;

· the guidance available on the key features of the appropriate job evaluation scheme.

A1.8
A changed job will have a demonstrable difference in the duties and 
responsibilities of the post.

A1.9
All re-evaluations will be subject to managerial verification by the line 
manager or other appropriate manager as necessary.  The final 
decision on whether a job has changed significantly (and sufficiently to 
justify re-evaluation) will rest with departmental management who will 
need to ensure that the decision is soundly based.

A1.10
As identified above, where duties have moved between posts, all 
affected posts will need to be re-evaluated to assess the grading 
implications, both positive and negative.

A1.11
A revised job description, a person specification and structure chart 
must be produced to reflect the changed duties and responsibilities and 
nature of the post.

A1.12
A full evaluation of the changed posts will subsequently be undertaken 
through the agreed process.

Appendix 2

A2
Appeals Procedure – NJC Job Evaluation Scheme
A2.1
The appeal must be submitted in writing by the appellants within 20 working days of the joint panel decision, setting out the grounds for the appeal; a pro forma will be prepared allowing the appellant to identify concerns about the job overview content or specific factors of the evaluation.

A2.2
A meeting will be arranged involving the appellant, line manager, trade union representative (where the appellants are trade union members) and a job analyst.  The job analyst will be different analyst from the one involved in the original exercise, wherever practicable.

A2.3
The appeal will be a reassessment, determined by the application of the Gauge job evaluation scheme.  This may take the form of a full re-evaluation or reconsideration of specific factors as appropriate.   A job overview will be produced and provided to the post holder(s) and line manager.

A2.4
Where there are differing views following reassessment, departmental managers and the post holder(s) will have the opportunity to state their position.  Any differences will be recorded by the job analyst

A2.5
Where there is no disagreement on the outcome of the reassessment, the overview statement together with any relevant documentation will then be presented to a joint appeals panel for validation.

A2.6
Where the joint panel validate the reassessment, the outcome will be notified within 10 working days by the job evaluation team. Where exceptionally the appeals panel does not accept the outcome of the reassessment the panel will be adjourned and reconvened with the appellant and manager invited to attend.

A2.7
This will provide the opportunity to highlight the areas of concern and for the panel to ask questions of the appellant, manager and analyst as appropriate to clarify areas of difference, following which all parties will be asked to withdraw.

A2.8
The Appeals Panel will then determine the outcome of the appeal taking account of the overview statement and any representations presented.  The outcome of the joint panel decision will be notified within 10 working days.
A2.9
Where following the initial reassessment there is a dispute relating to the outcome, the job overview statement and written submissions will be forwarded to the joint panel for consideration.  The joint panel will invite the employee and departmental manager to the meeting. This will provide the opportunity to highlight the areas of concern and for the panel to ask questions of the appellant, manager and analyst as appropriate to clarify areas of difference, following which all parties will be asked to withdraw.

A2.10
The Appeals Panel will then determine the outcome of the appeal taking account of the overview statement and any representations presented.  The outcome of the joint panel decision will be notified within 10 working days.

A2.11
Following completion of the above procedure there will be no further right of appeal.

A2.12
Attached as Appendix 3 is a flowchart detailing the above process.
APPENDIX 3

NJC – JOB EVALUATION

APPEALS

















    
Agreed 


Not agreed











No








Yes

Appendix 4
A4
Management Review
A4.1
It is recognised that there maybe occasions where management concerns about the scheme being applied incorrectly arise from the  grading of a post .  In such circumstances managers will have the right to request a re-evaluation within one month of the original evaluation, using the appropriate form stating grounds for requesting a re-evaluation.  Before any re-evaluation takes place and, where there is an employee in post, the detail of the concerns will be discussed with the individual employee and their line manager and their trade union representative if appropriate.

A4.2
The conduct of management reviews will be separate from the appeals process, but will follow a similar format.  In practice management reviews should not be related to the performance conduct or capability of any post holder, nor should they be driven by budgetary constraints.

A4.3
The instigation of management review evaluations will be discussed at a meeting involving the relevant service manager, departmental personnel officer and departmental convenor/senior steward and postholder, where a decision will be taken as to whether or not a submission for re-evaluation is appropriate.
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